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Write a short report in which you:
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Organisations can be distinguished in terms of three generic groups; the private sector, public sector and third sector, with distinctions often founded on the basis of ownership, finance and the motivation to be profitable.  Within these groups organisations can be classified further dependant on their major purpose ie economic organisations and public service organisations (Mullins & Christy, 2013).   Puffin Produce Ltd an economic organisation in the private sector,  has an overarching purpose to be profitable, benefiting shareholders and investors, in contrast to Pembrokeshire County Council (PCC),a  public service organisation whose purpose is to provide a range of public services from education to planning applications, rather than make a profit.  
However, due to the public scrutiny resulting from public funding, many public sector organisations including PCC are being forced to operate in a more commercial and strategic manner to reduce financial deficit, (Taylor & Wilkinson, 2016) similar to private organisations like Puffin Produce Ltd.    Evidence of this can be found on the PCC website stating that they ‘manage their budget carefully’ and ‘live within their means’.  (Pembrokeshire County Council, 2018)  In addition, due to public scrutiny PCC have many management processes that are strictly adhered to resulting in a less flexible approach to working, avoiding risk where possible, and as with many other public sector organisations could be labelled as bureaucratic and old fashioned. (Taylor & Wilkinson, 2016) In contrast Puffin Produce Ltd who are funded predominantly by grant funding or bank loans public scrutiny is less prevalent, although there is an increasing awareness of their societal impact so steps have been taken to increase CSR activities.  (Puffin Produce Ltd, 2019).  Puffin Produce Ltd will have less processes and procedures than PCC resulting in increased flexibility in managing the workforce and business, creating a more individual organisational culture and environment.  This is a typical differentiator between many public and private sector organisations. (Taylor & Wilkinson, 2016). 
There are some significant differences between Puffin Produce Ltd and PCC which will impact on the operational HR function and how HR is delivered.  Generally, within the private sector the size and legal structure of the business will directly impact HR, in private companies with less than 50 staff it is unlikely to find an in-house HR function with administrative functions often being outsourced to specialists. (Goodridge, 2012)   As private organisations start to grow, such as Puffin Produce Ltd with 165 staff, it is typical to find small HR functions.  Puffin Produce Ltd has a single generalist HR Manager performing generally transactional tasks.   Pensions, complex employment law and some training are outsourced and limited policies and procedures existing within the function.     In line with many public sector organisation PCC has a centralised and shared HR team containing both generalists and specialists (Pirie, 2015) with extensive HR policies and process and a HR Business Manager working strategically alongside other senior managers.  
Due to less policies and procedures and a more personal approach Puffin Produce Ltd can create a more family orientated, caring culture in contrast to PCC although, as is common, the lack of structured policies in Puffin Produce Ltd can lead to perceptions of favouritism and subsequent demotivation in turn creating problems for HR to deal with.   (Taylor & Wilkinson, 2016)  PCC is aligned with the traditional HR function within the public sector in that it is predominantly has transactional, with ridged compliance to processes and procedures a main objective, more recently specific HR focus has been on restructure, redundancy and reducing costs eg PCC identified workforce cost as an area of great expenditure (Pembrokeshire County Council , 2019) with the BBC reporting that unless PCC could find alternative ways to save money significant job losses could occur (BBC News, 2018) .   In contrast, Puffin Produce Ltd HR function mirrors other private sector organisations in that the focus is on salary review, engagement and benchmarking  (Murphy, 2014)  in order to increase their competitive advantage, although HR do need to manage costs associated with human capital such as overtime and recruitment costs,  aligning themselves with the organisational goal of achieving profitability.  Another major contrast between Puffin Produce Ltd and PCC is that the there is no union presence at Puffin Produce Ltd and Unison are active within PCC.  This mirrors the norm regarding unionisation with the private sector experiencing majority membership in only 3% of all workplaces, compared to public sector organisations with majority membership in 52% of all workplace (Wanrooy, et al., 2018).   As a result of no unionisation Puffin Produce Ltd HR have more ability to introduce more individualised, flexible processes and procedures resulting in a risk-neutral HR culture contrasting with PCC who are unionised with collective bargaining still present resulting in less flexibility particularly in relation to pay and conditions, consequently HR will be more risk-sensitive, traits typical to public sector organisations. (Taylor & Wilkinson, 2016).  
Often internal perception of HR impacts the function, is it viewed as adding value to the company or just a transactional, administrative function?  Sadly the latter is often true, (Personnel Today, 2012) leading to less importance being focused on HR practises.   However, the purpose of the HR function is to support an organisations strategy and objectives, irrelevant to which sector they fall in or how they are perceived, ensuring that they are aligned to reflect the business they operate in.  One way to achieve this is for HR to be involved with organisational design, aligning the structure of the organisation with it goals.  (Roberts, 2016) so it is key for HR to understand the organisational structure itself.   Kew & Stredwick (2016) outline six key structures; bureaucracy, Divisionalisation, matrix, networks, virtual and strategic alliances.  Each structure results in organisations operating in different ways which would impact on the HR function from the bureaucracy, often described as mechanical, where manpower would be very structured in terms of departments, responsibility and job descriptions to the matrix model, a more ‘organic’ (Roberts, 2016) model, adopting a very flexible use of human capital working across departments resulting in increased motivation and job satisfaction through better communication.   Bureaucratic organisations, such as those in the public sector, are frequently risk averse and this impacts on the HR approach eg, it would be less likely for bureaucratic organisations to offer financial settlement agreements to resolve issues instead preferring to follow rigid procedure. (Taylor & Wilkinson, 2016)   Bureaucratic structure tends to be hierarchical; giving clear chains of command it often affords line management far less flexibility to manage their teams, resulting in HR carrying out more transactional functions, detracting from more strategic focus.  In contrast line managers within a matrix model and divisionalised organisations, classed as non-hierarchical have more scope to manage their team, providing a valuable extension of the HR function as they are employee facing so can easily deal with issues and questions on a daily basis.  (Wilkinson & Taylor, 2016). It is common for line managers to be responsible for organising work, recruitment/selection, performance management and disciplinary process with HR supporting and guiding them. (Swift, 2016).  
As technology advances it is common to see virtual organisations such as Dell and Amazon; in which HR will be required to manage more decentralised, dispersed operations with a more agile and flexible workforce often utilising expertise that has been brought into the company on a non-permanent basis.  (Roberts, 2016) There will be a need for more reactive and engaging HR processes such as implementation of apps to enable two way feedback between employees and managers, increased training for managers so instant on the job coaching can be given and implementing ‘live’ performance reviews rather that annual appraisals.  (Denning, 2018)  More onus would be placed on line managers to become ‘HR agents’ (Purcell & Hutchinson, 2007) to create and maintain cohesive, engaged and motivated teams, requiring HR to develop and support them. (Fleck, 2009). In this environment HR should involve Line Managers in the development of practise. (Armstrong, 2012) enabling Line Managers to make more effective HR decisions at an operational level.   It is important to also consider hierarchical structure within a business and where HR is placed within this.  In organisations with HR Directors and Business partners HR is more strategic, adding value and developing relationships and networks throughout the business, supporting not only HR and the overall organisational aim but helping to build relationships between HR and other areas of the business.  (CIPD, 2017a) Whereas in organisations without high level HR it is less likely that the function will be aligned with the organisations strategy and goals taking on a more transactional approach and possibly would not be viewed with the same importance.
The CIPD encourage all HR professionals to ‘deliver great organisational outcomes’ (CIPD , 2018a) partly through aligned HR and organisational strategy.  It is important for organisations to define their own unique strategy related specifically to their context, culture and business objectives.   Despite many organisations not seeing the true value of HR, most recognise the link between investing in human capital and long-term sustainable value and performance (CIPD, 2017b) and an objective of HR should be to contribute to the formulation of organisational strategy by identifying ways in organisations can make the most of the advantages and strengths provided by their human capital.  (Armstrong, 2012).  There are many ways in which ‘business savvy’ HR professionals, from administrators to business partners, can contribute to devising strategy;
- understanding behaviours and the organisation by carrying out surveys, benchmarking, PESTLE/SWOT analysis and open two-way communication;
-studying people analytics to better understand workforce, skills gaps, well-being and engagement;
-gathering information from personal experience;
-consulting/communicating with managers/employees to understand the risks, challenges and potential for human capital;
-provide HR experience, knowledge and insights. (CIPD , 2018b)
-production and delivery of policies and procedure
The resulting information must then be communicated to the relevant people within the organisation in order to formulate effective organisational strategy or be utilised within HR to devise relevant HR strategy.   Boselie & Brewster (2013 pg 22) identify that HR professionals also need to be courageous and “challenge business strategy, emphasize the complexity of the institutional context and long-term requirements and manage the ambiguities related to including multiple stakeholders” in order to bring a HR focus to the fore.   To contribute effectively HR professionals also need to understand the organisational approach to strategy design;  whether the approach is rational/classical; emergent/logical incrementalism or symbolic/radical  will impact on how strategy is formulated and delivered within HR. (Taylor & Wilkinson, 2016) They must understand whether strategy is formulated by senior managers (top-down), by business units and approved by senior managers (bottom-up); interactive (formed together) or semi-autonomously (formed separately).  
Once established there are a number of models that can assist HR in formulating strategy ie Mintzburgs contingency model which outlines when certain approaches should be used.  Mintzburg identified that organisational complexity, environment and rate of change where the main variables to be considered, highlighting that the type of approach may vary over time due to changes in these elements.  (Mintzburg, 1994).  Whilst appreciating that the approach may change, it is necessary for a clear organisational strategy to be in place in order for meaningful and successful HR strategies to be developed and implemented, where rational/traditional approaches exist strategy is often clear and easily translated, in contrast with emergent or symbolic approaches where clear strategies are not always present.   Michael Porters model highlights the main ways in which an organisation can achieve competitive advantage those being cost leadership, differentiation, focus; eg in a strategy of cost-leadership HR would be focused on reducing costs usually linked to the cost of the wage bill and with less focus on promoting activities that could not produce a positive return on investment.  In contrast in a strategy of differentiation, the focus may be less of cost saving, investing more money in areas such as recruitment, training and salaries to ensure the right people where attracted and retained, with an innovative HR strategy.   In additional to a contingency approach HR can utilise a Resource based view (RBV) which is grounded in an analysis of resources from physical resources to more intangible areas such as goodwill, identifying internal sources of competitive advantage and differentiation rather than looking at the external competitive environment. (Taylor & Wilkinson, 2016). Once these attributes have been identified the aim is to protect, enhance and reinforce them eg if talented and engaged staff were identified as an attribute then HR policies and process that promoted engagement and reward would be devised in order to retain this status quo. (Pfeffer & Davis-Blake, 1992)   
Ultimately the fundamental aim of strategic Human Resources management is to manage human capital in a way that contributes to the achievement of organisational goals.  The CIPD outline that organisational and HR strategy should inform one another (CIPD, 2017b) which can be achieved in part by ensuring that vertical alignment of organisational and HR strategy exists,  equally importantly is that HR strategies are horizontally aligned with each other, always supporting each other, providing a clear sense of direction to employees through well thought out and communicated, practical HR policies and practises. (Armstrong, 2012)
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1. Identify an organisation of your choice and using 2 analysis techniques, such as PESTLE and SWOT, identify the current external factors impacting on the organisation.  Your analysis should as a minimum, consider market forces, social trends, technological developments, legislation and globalisation/international factors.
2. When you have completed stage 1 of the analysis (point 1 above) you should further consider how the specific forces impacting on the organisation, might affect the organisations HR function;
3. Write a short report briefly explaining the analysis techniques/tools you used and summarising the conclusions from both stages (points 1 & 2 above) of your analysis.
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Organisations must understand the impact of external and internal factors on their operation, with (Mullins & Christy, 2013) identifying that organisational performance and effectiveness depend on the management of opportunities and risks associated with external factors.   The CIPD mirror this, identifying that internal strength and weaknesses must also be considered. (Morrison, 2015)  Tools such as PESTLE, SWOT and PRIMO-F  can assist organisations in the analysis and understanding of influencing factors providing information to assist in strategic decision making.  PESTLE focuses on external factors; Political, Economic, Social, Technology, Legal and Environmental and can be used in a variety of situations with the resulting analysis providing organisations with an understanding of the external environment and its challenges. (CIPD, 2018c).    This analysis helps identify such factors as future costs, requirement for further research or highlighting possible areas that may require change management intervention.   As the external environment is ever changing PESTLE analysis, should be undertaken on a regular basis helping to identify trends.   SWOT analysis identifies both the internal strengths and weaknesses of an organisation as well as the external opportunities and threats (Armstrong, 2012) helping to match organisational goals/capacities to the social environment as well as establishing its current position.  (Morrison, 2015).   It can be used in a variety of scenarios from problem solving to strategic planning when used in conjunction with PESTLE.  The strength of the SWOT model is that it is relatively straight forward and flexible in it use.  
To ensure that PESTLE and SWOT analysis are effective a number of steps should be followed from identifying the research to analysing the findings and reporting to stakeholders to discuss and action. (Morrison, 2015)It is important that more than one person contributes to gain a broad, comprehensive view. (Kew & Stredwick, 2016)
For the purpose of this activity SWOT (Figure 1.1) and PESTLE (Figure 1.2) analysis were undertaken at Puffin Produce Ltd, a private company supplying fresh produce (predominantly potatoes) to the majority of the major supermarkets in Wales.   The analysis identified a number of key areas of focus for the business and HR.
· With increasing costs due to changes in economic, political and legal factors the business must remain profitable thus HR will have a greater focus on managing costs associated with human capital.
· The business needs to maintain a competitive advantage through investment in AI, new technology and product diversification,  impacting HR in a number of ways – possible redundancies or contractual changes as a result of automation, although equally new job roles could be created affecting recruitment and training.   HR will be heavily involved, if not leading, change management.
· Due to the high level of EU workers and the negative impact of Brexit, HR must review the current recruitment strategy, seeking more innovative ways of attracting new staff and exploring different avenues for recruitment.  Focus should be placed on ensuring positive well-being and high levels of engagement to reduce turnover, creating a more productive workforce, reducing attrition and associated cost. 
· Due to the changes in the nature of work and employee expectations creation of a more agile workforce must be considered allowing for changes in business needs but satisfying the need for work-life balance.  Consideration should be given to policies and practices that create a more innovative culture mirroring that of the senior management team and direction of the business as a whole.
It is evident that further discussion will need to take place in order to put in place strategy and process to ensure the not only HR but also organisational success.

Figure 1.1 – Puffin Produce Ltd SWOT Analysis



West  Wales location makes distribution more difficult & expensive.
Puffin Produce slightly more expensive for product in comparison to competition within the UK-wide potato category due to economies of scale.
High turnover of staff (especially in lower paid, lower skilled jobs). Reliance on the EU for a large % of workforce.
Difficulty in recruiting high-skilled management employees with relevant experience from the local area.
Reliant on continued good relationships with grower base to provide crops needed; especially those growers supplying 000’s of tonnes.
Substantial investment in machinery leads to pressures on cash flow.
Increasing number of fixed assets leads to less fluidity in investment in the short term.
Management level & operations often have poor levels of communication. 
Reliance on continued good relationships with key retailers.
Reliance on the Welsh consumer to continue to place value in provenance and traceability.
Under developed emerging talent pool.
Limited initiatives for employee well-being and engagement.



Strengths
Weaknesses




Good product distribution in Welsh retailers.
Good relationships with retailers.
Strong brand 
Investment in new machinery will increase efficiency and reduce costs per tonne, leading to higher profit margins.
Assets include large chilled storage units, which allow for continued year-round supply to meet demand.
100% grower-owned.
Secure & loyal grower base.
Proven traceability for all produce; grown, picked & packed in Wales.
High level of technical compliance & recorded levels of quality of product. 
High level of ethical compliance
Increasing diversification of the product range.
Entrepreneurial senior team, looking to take advantage of opportunities available.
High-level of personal and professional training investment in staff within the business.
High level of corporate social responsibility, supporting the local community, donation to charities and becoming sustainable and environmentally aware.
Strong financial position
Unique selling point – welsh produce, grown in Wales for the welsh consumer.































BREXIT; Uncertainty around taxation, labour (workforce), cost of imports, fuel & energy, agricultural policy, funding, changing laws etc. 
Changing powers in Welsh Government devolution ongoing.
Introduction of single use plastic tax affecting use of plastic packaging.
Increasing living wages costs, pensions and change to holiday pay leads to ongoing increasing costs of employment. 
Price wars among retailers leading to lower prices in store & price pressures on suppliers.
Consumers generally spending less time cooking & are eating more foods ‘on the go’.
Welsh consumers more price sensitive. 
Climate change, extreme weather & environmental factors can impact production of crops.
Increasing pressure from consumers, retailers & government to reduce carbon, single plastic use & protect the environment.
New ongoing innovation with the fresh produce category in retailers leading to introduction of prepared produce on shelves.
Promotional tactics for fresh produce within the wholesale market are increasingly difficult due to focus on food waste.
Competitors if supermarkets are not following current strategy of welsh produce offer.




BREXIT; Demand for home produced food may increase due to increasing price of imports, changes to laws may benefit UK producers etc.
Welsh Government devolution and priorities allow for possible increased funding within Wales for health, wellbeing and the environment.
Continuing price war amongst retailers could lead to negotiating power regarding differentiator in having a Welsh offering on shelf.
Increasing number of consumers looking to become vegetarian / reduce their meat intake & looking for nutritious alternatives.
Consumers looking for meal solutions and increasing convenience products – diversification into prepared food.
Proven data that Welsh people want Welsh produce.
Consumers increasingly aware of the environmental impact of the food they eat.
Traceability of produce increasingly important to retailers & customers.
New technology in agriculture and packaging can lead to increased efficiencies.
Limited number of brands within the Welsh produce sector. 
Globalisation and advances in transportation technology could open trading opportunities outside UK.
No other suppliers of Welsh fresh produce to Welsh retailers.
Re-introduction of SAWs scheme to attract non-EU workers 



Threats
Opportunities
























Information provided by Puffin Produce Ltd departmental managers.
(Boxall, N. et al. 2019)





Figure 1.2 – Puffin Produce Ltd PESTLE analysis
How does this affect HR?
Factors affecting Puffin Produce Ltd
External factors to consider


Uncertainty around trade with the UK due to Brexit.
Changes in EU funding for farmers and businesses. 
Foreign labour shortages as EU workers are deterred from working in UK due to Brexit.  48% of workforce is from the EU.
Concerns over future trade agreements which could impact indirectly on supply and labour
Introduction of plastic tax

Labour shortages are forcing HR to look at alternative sources for labour and develop a more creative recruitment strategy.
HR dealing with concerns from EU employees re Brexit implications and future work.
Government policy
Political stability
Tax
Trade agreements

Political







A weak pound due to Brexit is increasing the cost of high price machinery and seed potatoes from the EU
Inflation increase lower than expected. 
Interest rates set to rise, may reduce customer borrowing.  Less disposable income?
Welsh disposable income levels are slightly lower that the national average. 
Labour costs are increasing due to NMW/increasing salary to attract staff.


Economic
HR required to review pay in line with similar businesses. 
Investigate staff engagement opportunities other than increasing salaries to attract new workforce.
Keep salaries/wages bill as low as possible.
Work with managers to review working patterns/contracts to reduce overtime.


Exchange rates
Economic Growth/decline
Inflation
Interest rates
Cost of living
Labour costs
Consumer spending habits










Future planning if business was to diversify into prepared food – implications for recruitment, training and change management.
Implement rotas and policies that enhance worklife balance.
Review technology – increase online interactions and documentation.  Ie Company Facebook page, intranet, online holiday booking.
Increase awareness of CSR internally and externally. 
People are consciously reducing meat intake.
Movement away from homemade & protein centric meals to readymade and solution meals.
Consumer shopping habits are changing with people moving toward the discount supermarkets. 
Consumers are more aware of food miles, and the environmental and ethical impact of the food that they buy.
Millennials and Generation Z are in the market for work.  Increased work life balance and creativity and a reliance on technology.
Company have active CSR committee although we do not shout about what we do.
Consumer trends/tastes
Consumer buying habits
Lifestyle factors
Career attitudes
Work-life balance
Population demographics
CSR

Social












Need to improve HR and financial software packages in order to provide more analytical information and become more up to date and efficient.
Introduction of technology may result in possible reduction of workforce, new training requirement, role changes.
Training for IT department re- cyber-crime.  Introduction of cyber-crime policy and procedure.
Whilst automation and robots have been invested in within production and storage areas there has been a lack of new technology within other areas of the business.
Need to make more of social media platforms.
Whilst internet security is good, cyber crime is increasing.
Electricity usage is high particularly in stores, look at more innovative ways of providing electricity.
AI is used in the factory grading process, increase usage to improve efficiency.


Automation
Innovation
Social Networking
Artificial Intelligence
Security
Technology









Improve internal awareness of recycling through training.
Encourage innovative thinking culture.

Stay abreast of employment law legislative changes to ensure compliance.
Review type of contracts to ensure that they are best for the business.
Ensure correct process is followed if existing contractual changes are required due to new build.
Communicate with senior managers re future cost implications for wage ,holiday and pension




Legal

Weather directly impacts produce grow and quality which has a knock on effect for supermarkets and shoppers
Initiatives to reduce carbon footprint and wastage.
Increasing pressure to reduce, reuse and recycle at all points of the supply chain.
Increasing pressure to reduce plastic usage. 
Consumer and retail pressure to use sustainable sources of energy.



Sustainable resources
Carbon foot print
Weather





Environmental
Yearly increase of minimum wage and implications to all pay grades
Increase in pensions contributions
Change to laws surrounding holiday pay
Flexible working requests are increasing
Contractual flexibility around peak periods and lead up to period of change
Contractual changes due to automation
Compliance internally and through supply chain to Modern Slavery best practise and law
Ethical and legal compliance to Health and Safety laws
Compliance to laws relating to conducting a limited company.




Employment law
Common Law
Health and Safety



Information provided by Puffin Produce Ltd departmental managers.
(Boxall, N., et al, 2019)
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